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I. INTRODUCTION 



The rapid change In modern society places an increasing burden on 
public education to improve its capability to rlan effectively and efficiently, 
in order to iraspond to individual and societal needs. 

An aware, sophisticated public has increased its expectations of 
its Institutions. Subsequently, pressures are placed on education to 
utilize modem planning techniques and technology to provide radical 
solutions to social problems. Many State educational agencies, In response 
to these pressures, have developed mechaiiisms within the agency v;hich provide 
them v;ith a capability for continuous, comprehensive and coordinated planning 
for change. 

This report includes a review of the techniques employed by other 
state educational agencies to determine to what extent Delaware can 
implement the most feasible modern planning strategy. 

The following is a proposal for developing a planning unit within the 
Delaware Department of Public Instruction which vroiild coordinate continuous 
and comprehensive planning throughout the Deparnment. 
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II. STATEMENT OF THE PROHLEH 



The problem is to determine and establish a planning unit to provide 
the Department of Public Iiistruction with the capability for continuous, 
comprehensive, long-range and coordinated planning. 

Specifically, the problem is to determine; 

1. The functions and responsibilities of the planning unit; 

2. The organizational structure of the planning unit; 

3. The roles and cumpetencies of the planning unit staff; 

4. The organizational relationships of the planning unit within 
the Department of Public Instruction; 

5. The organizational relationships of the planning unit outside 
the Department of Public Instruction; 

6. A generalized planning strategy; and 

7. A procedure for evaluation of the unit. 

In addition, the problem is to determine the stages .Cor establishing 
the planning unit within the Department of Public Instruction. 
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III. DEFIuITlONS 



Most of the concepts which appear in this study are co'mnonly used terms. 

Several of them, however, are used in this report with specific, reference to 
modern educatio:ial planning techniques. It will be helpful to define these 
terms : 

1. Comprehensive :^ This terra is defined with regard to both scope and 

depth. 

a. Scope : Recognizing human limitations for identifyiri; all elements 

which the term comprehensive implies, it is essential that 
the planning process is designed to allow for: 

(1) Continuous renewal and updating as integral components 
of the process and, 

(2) Effective processing of problem inputs that may be 
encountered in the future, 

b. Depth : The application of a detailed analysis concerning any given 

problem input, or set of related problem liiputs which will 
define such inputs in a logically sequential order 
prerequisite to the identification, study and analysis of the 
underlying causative factors with which the planning process 
must b<:r concerned. 

2. Ef f ectivene ^ The performance or output received from an approach or 

a program. Ideally, it is a quantitative measure which 
can be used to evaluate the level of performance in 
relation to some standard, set of criteria, or end objective. 
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3. Plann ing, ; - A process of preparing information in the form of a 

set of alternatives together with estimates oC the 
consequences of these alternatives, to aid in decision- 
making for policy fiinculation and administrative action. 

4. Planning Capability ;^ The organizational, procedural, technological, 

and support arrangements by which an agency has the 
capacity to apply problem-solving processes to any 
problem which it may face. 

5. System Analysis ;^ The process of determining the parts of a system 

and the way in which thty relate one to the other and with 
tr.e total system. It is used during the problem-solving 
process for (a) identifying problems, and (b) analyzing 
a problem and setting goals. 

The folloxji.ig is an operational definition of comprehensive educational 
planning, in which cent al concepts are meaningfully interrelated. As a 
conclusive statement of the efforts toward better educational planning, it will 
serve as a focus for the planning strategics and design. 

•'Comprehensive educational planning is a process to produce valid 
Information in the form of alternative courses of action, together 
with predicated consequences of such alternatives, to aid decision- 
making by those engaged in educational policy formulation and 
administration. The process should be capable of providing 
information relative to any educational problem input and should 
Incorporate self~renev/al and updating as essential features."^ 
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IV. STATEtlENT Of NEEDS 

The demands on the Department of Publit Instruction for planning are 
numerous. Obviously, the Department must utilize available resources to plan 
for the annual budget. Moreover, the amount of planning required for the budget 
has been increased: now budget policy allows a Department to determine where 

their budget is to be cut rather than having the State Budget Director 
arbitrarily cut certain areas. To effectively utilize this authority, the 
Department must set priorities and coordinate planning. Next, the Capital 
Improvements Program requires agencies to submit capital needs for six years 
in advance. ' In addition, legislation requires a great deal of planning by the 
Department. The Department must prepare needed legislation well as plan the 
implementation of bills whxch have been passed. The Department is further 
delegated the responsibility for establishing standards and guidelines in broad 
areas for education and preparing policy for approval by the State Board of 
Education. 

Federally-funded programs require systematic plans with a ''built-in" 
process of evaluaticn. To take full advantage of this potential resource, the 
state level of education must improve its planning capability and stimulate 
Improvements at the local level. 

.rartheiTnore, the Department needs to coordinate planning; planning is now 
fragmented into organizational divisions, with no formal structures to pro\lde 
balanced coordlnatlon- 

Such structures must be established so that resources are utilized most 
efficiently in planning and implementing educational policy. 
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In brief, the Dclav/are Depnrrneal of Public Instruction neede to develop 
a modem plannin[; wochanirn to fulfill its operational, regulatory and leadership 
functions. Leadership includes all those functions not inciuded as operational 
or regulatory, and specifically the functions of Services, Planning and 
Public Relations. 

For the sake of present and future education — not only in Del ware, but 
throughout Araerica — State educational agencies must not only utilize the most 
advanced strategies in plnrnlng, but must also stimulate all other levels of the 
educational system to improve their planning. By this interaction, steady 
progress will be made toward better education for all. 

To effectively and efficiently meet planning demands, it is necessary 
for the Department to utilise comprehensive planning as a tool for the decision- 
makers and administrators. A planning mechanism docs not itself make decisions 
or put them Into action, but increases the strength and effectiveness of those 
who do , by collecting, ordering and analyzing t!ie information needed to make 
effective decisions, to translate them into action and to evaluate their 
Buccesr. This planning mechanism increases the strength and background of the 
SroCkintendent, the State Board of Education, the legislators, and all lov/cr- 
level administrators to m ;ke meaningful decisiers and carry them out effectively. 
This is especially important to the Superintendent and State Board, who must 
make decisions continuously, yet often with incomplete information, inadequately 
organized* 
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V. PROCEDURES 



The problem was formulated by the Director of Research and Publications 
of the Delaware Department of Public Instructioru Upon approval by the Superintendent, 
it was submitted to the Division of Urban Affairs, University of Delaware, as a 
proposal for the Governor's Summer Fellows Program. Under the auspices of this 
program, the author, a recent: imiversity graduate, was commissioned to undertake 
a ten-week study of the problem* This report presents the results of that 
investigation. 

Several procedures were utilized to study the problem. An extensive 
i^eview of the literature vjas made. Current literature on various planning 
techniques devised by the military, by corporations, or by educational agencies, 
was examined in depth. Reports produced by or on Delaware Department of Public 
Instruction operations were also closely studied. 

Active involvement in functions of the Department provided a more detailed 
picture of the specific planning needs of Delaware's Department of Public 
Instruction. The author attended numerous meetings and councils of Department 
personnel engaged in planning and policy-making. Al^o, as a member of the 
Research and Publications staff, direct contact v;ith the daily operations of 
the Department was maintained. In addition, private interviews ware arranged 
with various Department leaders to fully examine present planning operations, 
to specify areas which need improved planning, and to explore the attitudes of 
Department leaders toward planning. 

From these investigations, the author prepared this report, applying modem 
planning theory as expressed in the literature to solve the specific educational 
planning needs of the Delaware Department of Public Instruction. 
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VI. LIMITATIONS OF THE STUFY . 

There are several liwitatlous inherent: in this study. The author, a 
recent university graduate, had no specific expertise in either planning 
technology or the functions of state-level education. Also, the investigation 
was limited to a ten-week period of time. These factors reduced the possible 
scope and depth of the investigations. 

There were further iiinitations in the procedures used. As stated above, 
numerous reports and studies were examined, and the findings were translated 
to meet the specific needs of the Delav;are Department of Public Instruction. 
fJnfortunavtely , reports and studies often overstate the value of their findings. 
The findings of these reports have nowhere been validated in an experimentally 
controlled situation. Instead, recommended structures and techniques are based 
on educational planning theory. This body of theory has been systematically 
developed only in recent years, largely as a result of federal aid to state 
education agencies for improving planning. 

Because this theory is not fully developed and validated, proposed 
structures and techniques, found by experience to be successful in some state 
education agencies, may not be applicable to the Delax^are Department of Public 
instruction. 
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VII. REVIKV/ OF IHE IITILZMURE 

The literature reviev;ec3 could be best examined by classification into 
categories. Within each category certain aspects of planning v7ore explored, and 
certain approaches v/ere utilized. The following is a summation of these main 
categories r 

A, Corporat e Planning Reports ; 

Reports In this category consisted of studies initiated by business 
and corporate tnariagement , They examine the needs for planning and delineate 
problems which liave arisen in the implementation of planning. The common approach 
utilized in these studies was to cite ineffective planning mechanisms in contrast 
to successful planning techniques which improve efficiency and coordination. 

These reports isolated several potential difficulties in instituting 
effective planning. These included: initial resistance (particularly from 

weak or ineffective divisions) to evaluation and structured, efficient planning 
techniques; resistance caused by fears that the planning unit would take-over” 
decislou-maUlng; rejection or poor Implementation of proposed plans and designs, 
because of Ignorance or misunderstanding of the planning methods; and isolation 
of the i.nit from the '‘action" or implementation of the plan. Proposed solutions 
Included: initial projects for the unit in highly "visible" areas, working 

with divisions v^ho are positive toward planning; in-service training for 
Department personnel in advanced planning methoJc3ogy, both to imrrove tlieir 
own planning and to aid their understanding and acceptance of the planning unit; 
and the design of an organizational context within which the planning unit 
functions to prepare proposals for decision-makers and to guide implementation 
of the plan. 

Corporate planning differs from educational planning in one important 
respect: g oals . Business works toward one goal of financial rewards. 



O 




10 



Education must aim toward a wide range of goals in human development, 
for both societal and individual rcvnirds* This subtle distinction may limit 
the planner's ability to translate certain corporate planning techniques to 
the field of education. 

B • Planning C o nference and V ^orkshop Reports ; 

These reports were summations of conferences and workshops held to 
discuss improved planning techniques and to give leaders experience in 
utilizing these techniques. The topics for discussion included: problems 

which arise in implementing comprehensive planning; planning functions appropriate 
to state educational planners; and the application of modern planning tools to 
educational problems. Some workshops focussed on a delineation of goals and 
priorities for state education. 

The value of these studies was limited since the main value of the 
conference was often the active participation in utilizing modern planning tools. 
Furthermore, the main focus of the conference was usually to direct the discussion 
to specific problems and priorities of a state or region. 

C. State Education Agency Reports on Educational Planning ; 

Studies on educational planning have multiplied in the past ten years, 
largely as a result of federal funding. State education agencies have not, and 
perhaps cannot, utilize experimentally controlled situations to validate 
educational planning theories. 

A variety of other techniques were utilized by state education agencies 
to study planning needs and to design mechanisms which would effectively provide 
solutions to these needs. Intra-departmental and inter-state conferences and 
workshops were held to delineate needs and to explore the merits of various 
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'planning designs. Individual states evaluated and adjusted their planning 
mechanisms to determine the optimal pattern to fit their particular characteristics 
(i.e. size of the educational agency, sophistication of the personnel in planning 
techniques, objectives and priorities). Some departments utilized advanced 
planning techniques to analyze agency needs and to delineate solutions. They 
defined the problem, quantified their objectiven, set priorities, determined 
flow charts and PERT networks, explored cost-benefit analyses, and designed 
both a planning mechanism and a system for evaluation and renewal of the mechanism. 

Federal regulation of funds provided structures within which the 
methods and findings of educational planning are coordinated, compared and 
interpreted. Modern educational planning theory has emerged as a result of 
this systematic coordination and evaluation. 

The findings of state educational planning reports vary to meet the varying 
needs of the state. However, the findings are conclusive on several points. All 
state educational agencies Insist that a separate planning unit must be 
established in direct contact with the Superintendent in order to be effective. 

Also, educational agencies concur in providing the expertise of planning 
specialists on the planning unit staff. 

The planning unit is designed to function as a tool to provide ordered 
and analyzed information on alternative solutions and the consequences of such 
solutions, to aid decision-makers and administrators in policy-formation. Various 
functions and responsibilities, structures and designs are formulated to fit 
the particular state education agency. 

D. Delaware Department of Public Instri ction Reports ; 

Numerous reports by and on the Delaxrare Department of Public Instruction 
were reviewed. Types of reports reviewed included statistical reports. School 
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Laws of Delav;arc, State Poard of Education Reports, description reports on 
Department of Public Instruction structures and rclatiouvships with external 
agencies, planning reports prepared by Department personnel, and reports on 
Department functions by outside agencies. 

Planning reports procuced by the Department were particularly 
studied to examine the extent to which procedures of comprehensive analysis 
and evaluation were utilized. 

These planning procedures were utilized only in linited areas: 

In general, the most comprehensive reports are produced in areas where required 
by legislation. 

The review of this literature provided necessary infonuation on roles and 
responsibi] ities , structures and relationships throughout the Delaware 
educational system. 
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VIII. THE PLANNING UNIT 

INTRODUCTION 

From a review of planning meclianlsr.is designed by other state agencies, 
in combination with a careful examination of the characteristics of the 
Delaware Department of Public Instruction, it is possible to deterraine an 
effective planning unit for Delaware. This theoretical unit provides the 
DPI with continuous, comprehensive, coordinated and long-range planning. 

In reality, however, there are numerous barriers to the full operation 
of this planning unit. In addition to determining a model planning unit, it 
is necessary to establish the steps or stages which the Department must take 
to establish this unit. 

The following sections of the report present an effective planning unit, 
and steps for the Department to take to "phase-in” the planning unit. in 
the section entitled "The Planning Unit", the form, functions, and relationships 
of the fully effective planning unit are outlined. 

Subsequently, in the section entitled "Phaciics for the Establishment of a 
Planning Unit in the DPI", the author proposes steps for the Department to take 
to "phase-in” to a fully effective planning capability. 
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A. Functions and Responsibilities 

The exact functions and responsibilities of the Planning Unit need to 
be determined. The planning mechanism must provide the Department of Public 
Instruction v;ith 
“Continuous 
“Comprehensive 
“Coordinated 
"Long-range 

planning, in the form of sets of alternative courses of action for decision- 
makers. These are the four basic areas of responsibility of the Planning Unit. 
It must engage in a wide variety of functions to fulfill these responsibilities. 
The following is a list of suggested functions for the Planning Unit, compiled 
from numerous sources on state education agency planning. This is not intended 
to be a complete list of functions. Rather, it indicates the nature and scope 
of activities the Unit will perform. Additional tasks will be performed by the 
Unit as needs become evident, and resources are available. 
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•long-rnnce 

-establish the dat.* needed to uakc long-r.'in^c projections 
-investigate data sources currently available 
-identify additional data needed for long-range planning 
-provide for the collection of all data relevant to long-range planning 
-assist in the development of a data banl: of all information necessary to 
make long range plans (i.c, data on pupils, personnel, resources and facilities) 
-establish a program for the ordering and analysis of relevant data 
-compile a thorough, projected analysis of future trends in enrollncnt, 
revenue, etc. 

-identify and define projected goals for education 

-identify and define projected social, economic, political, cultural and 
individual demands on education. 

-identify and define critical problem areas of the future 
-establish priorities for education in the future 

-identify alternative long-range and intermediate plans for educational services 
and programs 

-prepare simulation models, cost-bcncflt analyses, and other techniques for 
comparing the consequences of alternative courses of action 
-recommend a comprehensive, coordinated long-range plan, V7ith a system of 
evaluation, to decision-makers and administrators 
-recommend the development of legislation and policy needed to provide 
satisfactory support the for long-range plan 
-coordinate the development of needed measurement instruments and techniques 
to improve the capability for long-range planning 



^coordinated 

-coordinate the training of educational personnel in the DPI in advanced planning 
techniques (l.e. systems analysis, PERT, simulation, cost-benefit analysis, etc.) 
-coordinate the training of educational personnel in local educatior.al agencies 
in advanced planning techniques 

-establish communications patterns within the DPI to facilitate coordination of 
planning between divisions 

-help to avoid duplication of effort in Department planning 

-coordinate planning in areas where the problem area encompasses more than one 
division 

-relate DPI planning to federal, regional and local educational planning 
-assist local educational authorities in developing their planning capability 
-prepare comprehensive plans for local educational authorities upon request 
-involve local educational personnel in planning activities of the DPI where 
feasible 

-communicate innovative values, concepts and programs to all levels of education 
to provide a common frame of reference and to decrease resistance to change 
-help to influence and implement change through mutually advantageous and necessary 
cooperation between industry, education and government 
-continue cooperative efforts with experts in other fields of planning; for example: 
city planners, professional planning consultants and land use planners 
-coordinate state educational planning with planning efforts in other state 
agencies; stimulate the development of planning capability where appropriate 
-cooperate with other educational institutions in educational research and* 
demonstration projects 

-coordinate between local education authorities and educational rcsearcli institutions, 
assisting in the development of educational programs and services 
-contact all agencies or interest groups concerned v^th education and provid liaison 
between these groups and appropriate elements of ths cducaticnal system 
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•comprehensive 

-identify and define current p^oals of education 

-identify and define current '^^ourcec available to state education 
-identify and define current social, economic, political, cultural anJ individual 
demands on education 

-direct an assessment of tlie status of education in relation to stated goals 
-identify and define critical probleia areas of education 
-develop and implement a process for determining educational priorities 
-Identify problems or problem areas where planning assistance is needed 
-provide in-service training to DPI personnel in advanced planning techniques 
(l.e. systems analysis, PKRT, simulation, cost-benefit analysis, etc,) to 
assist them in planning 

-cooperate with the data processing division, the research division and all 
other information - gathering elements of the DPI to improve the collection 
and analysis of relevant information for planc^ing 
-assist with the developracnt of a data bank of information necessary for 
effective educational planning 

-identify new tools in educational planning and Inform relevant personnel of 
their usefulness 

-develop needed measurement instruments and techniques for improved planning 
-analyze all aspects of problem inputs submitted to the planning unit, utilizing 
the most advanced systems analysis available 
-investigate nev; educational applications in formulating alternative strategies 
for the problem solution 

-generate alternative means to attain the educational objectives desired 
-analyze the consequences of alternative courses of action by various planning 
techniques (cost-benefit analysis, PPBS, simulation, etc.) 

-provide decision-makers with the analysis of the problem, and the investigation 
of alternative strategies 

-assist with the implementation of plans, by developing implementation strategy 
and preparing for necessary legislation. 

-involve key representatives from various levels of the educational system 
where appropriate and feasible, to increase the contact with planning procedures 
and to widen the scope of ideas and interests involved 



•continuous 

-provide for the periodic review and updating of educa*:ional goals 

-provide for the periodic review and updating of educational resources 

-provide for the periodic review and updating of social, economic, political, 

cultural, and Individual demands on education 

-provide information and communications patterns to keep educational personnel 
aparc of advances in planning techniques, program development, and information 
systems 

-establish evaluation procedures in the development of every new plan 
-review current programs and establish procedures for periodic evaluation of 
the program 

-provide a structure for the continuous evaluation of coordinated state 
educational performance and output 
-assist local educational authorities in evaluating their programs 
-disseminate information evaluating the implementation of various programs, 
especially experimental programs 

-evaluate DPI operations, as to tholr efficiency and effectiveness, and recommend 
improvements 
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Orp,«^nlzationnl Struct urcj} 

With relatively nlnor moclif leal ions , the Ddav^are Departrient of Tuhlic 
Instruction can adapt its org»'^al"3Cional sikTuclurcr; to ostablifih an effective 
planning Unit* The major aspects of the rc5UrucUir Ing will be outlined In this 
section. Structures arc proposed for: (1) the position of t’ c planning unit 

within Che Department of Public Instruction, and (2) the administrative organir.aClon 
of the planning staff. 

1. DPI Structure 

The literature reviewed strongly rcco:.:mends the cstab] ishmenC of a 
separate planning unit assigned specific responsibility for continuous, cor.prchcnsivc 
and coordinated planning. Furthermore, the unit is pi xi> UX 1 CI.U i^uiiLact v;ith 
the Superintendent in a position wliid) enables its staff to work directly with all 
divisions for effective j/lannlng. 

There c.re two major alternatives in which the Delaware Department of 
Public Instruction can be restructured to establish an effective planning unit. 

These are illustrated in Figures I and II 

Figu re I 

(The Department of Public Instruction I) 
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Fip.nrr II 

(The Dcprirtrent of i’liMIc Trstrection II) 
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j Deputy Superintendent 


^ — - — — — — •- ~i 

Administrative 
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1 Director. Researchf 






1 Director 




Publicatloris J 






j Planning Services 










Assistant j 


Assistant ] 


Assistant 




Super in t end ■ 


Superintendent J 


Superintendent 





Both structures provide an effective model for planning. In 
Figure IT, the Unit Is In a position parallel to the Director of Research and 
Publications, and entitled Director of Planning Services. In Figure I, the 
Unit maintains direct contact with the Superintendent with the higher status of 
Assistant Superintendent of Pl.nning Services. The structures arc both feasible 
and effective. Department leadership may select either alternative. 

The title end position selected reflect the degree of authority the 
Deportment delegates to the planning staff. It would also be possible to initiate 
the Unit under the title ‘‘Director of Planning Services'* and promote it to 
“Assistant Superintendent for Planning Services’* as its importance to the 
Department increases. 

2. Administrative Structure of the Unit 

As recc'.omcnded , each member of the planning Unit staff has specialized 
expertise In c^artain aspects of educational planning. Each member works directly 
with organizational divisions of the Department in his specific area of expertise, 
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thus, there is approximately equal staff status for members of the p].anninp, 
unit. One member of the staff is selected to direct: and manage the overall 
planning function- Wolvek (lowa)^ recommends that thf titles and structure of 
the unit reflect these relationships. In Delaware, this is accomplished by 
one of the follovjing alternatives (See Figures III and IV) depending on whether 
the Unit itself is placed in either Figure I or II, respectively. 



Fi gure III 

(The Planning Unit I) 



Figure IV 

(The Planning Unit II) 




To simplify the following discussion, staff positions will be 
referred to as Director of Planning Services and Planning Associates. 

State Educational Agencies do not specify one optimal size for a 
planning unit staff. The staffs of units vary in size according to the particular 
characteristics and planning needs of the state education agency. The staffs of 
such planning units vary from a minimum of four to a maximum of eighteen persons. 
The consensus of the literature pointed out the necessity for a minimum of 
three persons to form the nucleus of a separate planning unit. 

Taking into account the small size of Delaware's Department of Public 
Instruction, the limitations of money available to planning and the experiences 
of other small states in establishing a planning unit, the author proposes that 
a three-man planning staff be the objective of the Department. If this staff is 
found to be inadequate to meet the growing demands on planning and coordinating, 
additional personnel can be added as needed. 
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Ro3ef> and Co mpetencies of the Staff 

The experience of other state educational agencies points out the 
necessity for planning staff to have specialized training in planning techniques 
in order to be effective. Various methods have been utilized to achieve these 
specialized skills. These include: contracting consultants to direct the planning 

function, hiring specialists in educational planning, and training Department 
personnel in advanced planning techniques thrc.;gh in-service training or workshops. 

Contracting of consultants does not provide for a permanent planning unit 
with continuous reevaluation. Also, it is more expensive than the other methods. . 
Hiring specialists in educational planning offers the dual advantage of providing 
advanced planning skills and an approach to Department planning unbiased by 
defensiveness or tradition. rtov7ever, hiring t!iree‘ specialists is also an expensive 
proposition for a DPI. The training of Department personnel in advanced skills 
Is the least expensive alternative, but the Department will not achieve a full 
planning capability for an extended period of training. On the basis of these 
reasons, it is recommended that the Department utilize a combination of these 
approaches to develop a planning unit in Delaware. The author proposes that che 
Delaware DPI hire one full-time specialist in educational planning to head the 
pi ining Unit and train two members of the Depai?:ment in planning techniques to 
fill two positions on the staff. 

The Planning Unit staff is to be trained in specific planning skills 
and techniques. Based on the combined findings of Utah^and Iowa State Educacional 

Q 

Agencies, expertise in the following ten fields is recommended: 

"Educational Supervision and Coordination 
"Systems Technology 




"Communications Networks 
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®Long-’rangc Projections and Forecasting 

^Knowledge and Interpretation of Lavs vhich focus on LducatJon 
^Relating socio-econonic-politlcal trerids to Education 
® Information Systems Analysis 

^Educational Pveiearch Design; Preparation of Applications for Funding 
^Mathematical and Simulation Model Technology 
®Cost~benef it Analysis and Planning-Programming-Eudgeting 
Since Delaware will have only three staff positions, each staff member 
must be competent in several of these fields* The following expertise is 
recommended for each position on the planning staff: 

Director of Planning ; The Director of Planning combines expertise 
in educational administration and coordination, systems technology, communications 
netvjorks and long-range projections. He is specifically responsible for: 

a. Coordinating the planning function with other Department operations, 
b* Providing liaison betvzecn DPI planning and planning in other 
agencies, especially at the local level. 

c. Developing communications networks within the DPI and with 
outside groups. 

d. Directing in-service training for Department personnel in systems 
technology. 

e. Directing long-range planning. 

Planning Associate I : This associate will combine expertise in the 

knowledge and interpretation of laws which focus on education, relating socio- 
economic-political trends to education, applying for funds for educational projects, 
cost-benefit analysis, and planning-programming-budgeting techniques. He is 
specifically responsible for: 

a. Preparing for legislation and the implementation of legislation 
which affects the planning function. 
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b. Perceiving and analyzing the significance of socio economic 
and political trends in education. 

c. Performing cost-benefit analysis of alternative strategies 
prop 05 >ed by the planning unit. 

d. Developing a PPBS for the Department 

e. Directing and assisting in the applications for federal and 
private sources of funds at both the Stnte and local levels of 
education . 

Planning Assoc ia te II: This associate will be skilled in researching . 

and retrieving a wide variety of educational data and information, utilizing 
statistical techniques (including data processing) and mathematical and simulation 
models technology for needs assessment and projections. He is responsible for: 

a. Perceiving and analyzing the significance of information received 
from environmental elements. 

b. Directing needs assessment and priority-rankings. 

c. Preparing simulation models based on alternative courses of action 
by the DPI. 

d. Improving the Department-wide system of information collection » 
analysis, and dissemination through the Information Systems Council.. 

Tools Comn\on to all Three Planners: It is advisable for all three 

planners to be competent in certain planning techniques, since all will be v;orklng 
directly with other divisions in planning activities. Examples of areas that all 
planners should have a basic preparation in are: systems technology (specifically 

PERT and CPM) , forecasting and projections, environmental .analysis, principles of 
statistics, computer applications aid flow charts. 
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D . Organizational Rcla t^ cn ships 

"Comprehensive statewide educational planning c£n only be achieved If 
organizational patterns arc established which clearly take cognizance of the 
overriding Importance of planning^ and provide the means by which planning functions 
will be promoted and facilitated."^^ With relatively minor modifications, 

the Delf are Department of Public Instruction can adopt its organizational relation- 
ships to establish an effective planning capability. In- this section, the central 
aspects of these relationships will be detailed. Specifically, this section v;ill 
outline: 

(1) The relationship of the planning b'nit to the decision-making 
functions of state education, specifically, the State Legislature, 
State Board of Education, and the executives of the DPI. 

(2) The relationship of the planning Unit to the "action" component of 
state education; the administrative and divisional leaders. 

(3) The relationship of the planning Unit to other levels of the 
educational system; for example, the Federal Office of Education, 
local school districts, and colleges and universities. 

(4) The relationship of the planning Unit to other relevant agencies 
. and organizations; for example, related state agencies, business 

foundations, and concerned citizens groups. 

These varied groups are related through the following committees and councils 

(1) The Executive Council (Figure V) : This council relates the 

Planning Unit to the decision-makers of the educational system. The Council itself 
Is directed by the Superintendent, with the Deputy Superintendent acting as 
Executive Secretary. The Council is composed of the heads of Administrative Divisions 
(the Assistant. Superintf;ndents) . 
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All plans must be submitted to the Executive Council for approval before 
implementation. The Council makes declsii is by consensus on the ba.sis of 
recommendations submitted by the Planning Council. Furthermore, the Council takes 
actio'i to commit resources and to organize for the implementation of the plan. 

Figur e V 

(The Executive Council) 
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Furthermore, the Executive Council relates the Planning Unit to the 
State Board and the Legislature (Figure VI) . The Superintendent commissions the 
unit to prepare specified plans for these bodies, and approves all plans to be 
submitted to either the State Board or the Legislature. 

Fig ur e VI 

(The Executive Council) 
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In Delaware, t!ie present Administrative Council Includes all the proposed 
members ol* the Executive Council, and serves jn a decision-making function. With 
the establishment of a separate planning unit, the Administrative Council vrill be 
officially a'^tliorized to make executive decisions on planning. As planning becomes 
more specialized and more demanding, it may be necessary to schedule meetings more 
frequently than twice a month. 

(2) T he Plann ing Co uncil : Fursc relates the planning unit to the 

"action** component of state education, the administrative and divisional leaders, 
through a Planning Council (Figure VI). The Director of Planning Services directs 
the Couicil, assisted by the Deputy Superintendent as Executive Secretary. The 
Council is composed of all Administrative and Divisional Heads^ 

Figure VI 

(The Planning Council 
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Problems for planning consideration are to be submitted to the Planning 
Council, and priorities established. The Council serves to coordinate for planning 
and to organize for the process of planning and the implementation and evaluation 
of the plan. Peclsions are made by consensus cn the recommendation of plans to be 
submitted to the Fjcecutive Council. 
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In Delaware, the present Administrative Council has ;;ionthly meetings, 
directed by the Superintendent, which contain all memhers of the proposed Planning 
Council and informal procedures of this Admini strative Council. Because of the 
small size of the Department of Public Instruction, and the relative power of the 
Superintendent, it is suggested that the Delaware Department of Public Instruction 
retain the Administrative Council as its Planning Council, under the direction of 
the Superintendent. 

As demands for planning become greater, the Superintendent may establish 
a separate Planning Unit under the direction of the Director of Planning Services. 

With the additional tasks of planning and coordination, it will be 
necessary to schedule more frequent meetings, which include Divis jnal Heads: a 

. feasible scheme is the addition of time at the end of each Administrative Council 
meeting specifically designated for planning. The proposed planning Council is 
shoxm in Figure VII: 



Figure VII 

(The Planning Council II) 
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(3) Pi 0 [;ran Review Committee (Fip,urc VllI): This committee has 

no specific structure. Knch connittee includes at least one member of the planning 
staff and the Deputy Superintendent. A proposed structure is shown in Figure VIII. 

Figure VIII 

(Program Reviev; Committee) 




The Program Reviev; Committee is selected to develop and screen 
planning proposals prior to the meeting of the Planning Council. The Committee 
prepares the agenda for the Planning Council. The Department may select several 
Program Review Committees, each preparing proposals of a specific nature, or it may 
select one Program Review Committee for all proposals. 

(A) Task Forces : These units are designated by the Planning Council 

for a specific task as it arises. Members of the Task Force are chosen for their 
particular expertise in the problem area, or for thei.. central role in its 
Implementation. Members of the Task Force may be specialists from outside the 
Department; indeed, this is often a valuable source of insight and information. 
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(5) Inf o rnalion Sy^slcr^r, (^oimcj^l (Fijtjurc IX): The Information Systems 

Council is structured as indicated in Fl[;urc IX. Directed by the research Systems 
Analyst of the Research and Publications Division, it includes the Director of 
Planning Services, t!;e Director of Data Processing, the head of the Research 
Information Center and an information Systems representative from each 
administrative division. 



Figure LX 

(Information Systems Council) 




The Council is delegated responsibility for developing and 
coordinating Improved methods of data collection and analysis and Improved patterns 
of information collection and communication within the Department, The Council 
submits recommendations for improved techniques and better equipment to the Executive 
Council. 

(6) Relationship of the P lanning Unit to Local Educational Agencies ; 

The Planning Unit serves in several capacities with relation to the local education 
authorities. As shoxm in Figure X, the Unit assists local education authorities to 
develop their own planning capability, and makes available for their use the 
advanced planning techniques and equipment acquired by the state education agency. 

The Unit also encourages the development of regional planning coordination by the 
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locnl education autlior I tic!i , ar. Indicated In Flfnn*e XT, Thir; rep,iona] coordination 
alloc’n the local Kchnols to purclianc cqulpnent for nvitual vine vhicli would otliep^ine 
be too expenr^iive, and cncouraec.n planning of cooperative innovative pror,rarm , 
Finally, the Planninp, Unit nlno serves ns a coordinator bctv;ccn tlic local education 
agencies and otlicr levels and branch.'s of the educational sy5;tcm (See Figure XII). 
Too often the local level is unaware of the progrnns or services that other areas 
have to offer, or they are unable to prepare the corpllcatcd plans required to tahe 
advantage of such plans. The state educational Planning unit informs the local 
level of programs and services offered by the other levels and branches of education 
and offers its services in assisting the local level to plan and apply for needed 
services . 

(7) R e] at ionship ^^lit with R elated State 

(Figure XIII) : 



Figure X 
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Fipur^ XJ 
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Figure XII 




ERIC 



31 



State educational planning is only one part of the larger picture 
of overall planning for the development of the state. The planning unit of the 
state education agency initiates contacts with the State Planning Department for 
the purpose of relating educational planning within a state plan, utilizing their 
expertise in planning, and developing coordination with related state agencies. 

The Unit encourages the development of planning units within other state agencies, 
to improve that agency's planning process, and to improve the coordination between 
state agencies. 



Figure XIII 
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(8) Citizens * Committee : The Planning Unit must necessarily consider 

in its planning the values and desires of the citizens it is serving. Not only 
does it need to collect data on changing characteristics of the population, but 
it is nei;essary that they be sensitive to changing social pressures and demands. 

To accomplish direct contact with citizens representing various interests in the 
statBy it is suggested that the Planning Unit institute a citizens committee to 
establish goals and guidelines for the State Department of Education. At 
present there is an a^'tive citizens committee representing certain limited 
interests, called United Forces for Education. This group is designated to direct 
the citizens committee, with the addition of representatives of all interests in 
the state. The citizens committee is assigned at specified intervals to make a 
thorough examination of goals and guidelines for the State Departmenl of Public 
Instruction and report these to the Governor, the State Board of Education, and 
all interested organizations* 
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E . Generalized Plann ing Strat egy 

The particular function and responsibilities of the Planning Unit have 

been delineated above, and structures have been provided for the effective operation 

of a planning unit. It is impossible for the author to designate the exact nature 

of the tasks which will be performed by the Unit, as the author -is not an expert 

in this field. Also, the tasks performed depend to a great extent on ^.he person 

chosen and his particular expertise and preference. 

Within these limitations it is possible to generate certain fundamental steps 

in the planning process, and to outline the role of the Planning Unit at each step. 

The basis of this design for planning will be a Generalized Involvement Model for 

Comprehensive Educational Planning, proposed by Bernarr S. Purse in the Multi-State 

12 

Project on Comprehensive Planning, (See Figure XIV.) 

The left-hand column of the model represents the proposed organizational 
councils. In Delaware, the Executive Council and Planning Council may merge in the 
Administrative Council. The Administrative Council would be responsible for the 
combined tasks of the Executive and Planning Councils. 

The column headings represent the functions of a systems approach to problem 
solving. The steps or activities in problem-solving are represented in circles. 

The position of the circsle indicates what council has responsibility for that 
activity. Arrows indicate the ideal "flow” or direction of the planning process. 
Certain planning projects will not fit into this pattern; the Model is not intended 
to be a strict structure for planning, but rather an overall design of the planning 
ptv cess. 

The long boxes at the top and bottom of the Model illustrate correlation and 
interaction during the planning process with the groups named. 
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Figu re XIV 

(Generalized Planning Strategy) 

A CENERAIIZED INVOLVEMENT MODEL FOR 
COMPREHENSIVE EDUCATIONAL PLANNING 




at t/me filmed 
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1. Identify Problems: In order to determine problem areas which demand 

attention at the state level, the Department must examine "what is" and 
and compare it with "what should be". This phase in planning is divided 
Into three steps. 

(a) Assess Needs: The Planning Unit is responsible for coordinating needs 

assessment. The Unit collects data from all available sources and 

combines it with ordered information on the educational system. For 

this purpose, up-to-date information on all aspects of the educational 

system aie mandatory. The Planning Unit will cooperate with the 

Research and Data Processing Divisions to retrieve such data. 

At specified intervals, the data and information are analyzed and needs 

are assessed and presented to the Planning Council to serve as a 

background for Identification of problems and priorities. A framework 

13 

for needs assessment at the state level is provided by McLure. 

(b) Recommend Goals and Priorities: The Planning Council develops specific 

recommendations for goals and priorities of education in Delaware. The 

needs assessment serves as a basis for the recommendations. The 

significant step here is the examination goals and priorities for 

statewide education. This step is often neglected, yet it is essential 

as it determines the direction, the relevance, and the validity of the entire 

planning effort. General goals should be translated into specific 

objectives where possible. Sources which provide guidelines in formulating 

14 

goals and objectives are listed below. 
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Suggested criteria for establishing priorities are: 

a. Importance of need: The consequences of not satisfying the 

need. 

b. Severity of need: The amount of unsatisfied need. 

c. Persistance of need: The length of time the need has existed. 

d. Awareness of need: Visibility to public and educators. 

e. Relevance of need: Within scope of DPI operations. 

f. Time required for planning and implementation. 

g. Cost. 

h. Barriers to satisfaction of need. 

i. Human concerns - strength of social and cultural values for the 
satisfaction of need. 

(c) Establish goals and Priorities: 

The Executive Council establishes goals and priorities for statewide 
education, on the basis of the recommendations from the Planning Council. 
Additional information may be requested by the Executives; appropriate 
changes may be made. Final authority for determining goals and priorities 
Is delegated to the Executive Council. Selected goals and priorities should 
be publicized to all related organizations, and should serve as a basis for 
allocation of resources. 

2. Perform Analysis: A careful and thorough system analysis of each problem 

serves to detemlne the exact nature of the problem and to specify the steps 
necessary to solve the problem. 

(a) Perform System Analysis. Furse recommends the following types of 
system analysis: 
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(1) Mission Analysis which (1) identifies the major objectives 
involved, (2) details the performance specifications required, 

(3) identifies the constraints, and (4) requires the preparation 

of a mission profile (a sequential flow chart of the major functions 
involved). 

(2) Functional Analysis which is the process used to determine what 
jobs must be done to accomplish the planning objectives. 

(3) Task Analysis which is a further breakdown of each job into the 
tasks that specify how each subfunction will be accomplished. 

(4) Method Means Analysis which identifies the alternative methods 
and/or means by which the tasks and consequently the entire mission 
can be accomplished. 

(b) Delimit and Assign Problems: 

On the basis of the systems analysis, the Planning Council determines 
what aspects of the problem require attention. Then it assigns various 
aspects of the problem to appropriate personnel for further solution 
efforts. If the problem is assigned to a division, planning unit 
personnel work closely with that division. The Planning Unit itself is 
assigned responsibility for: 

(1) Planning of a long-range nature. 

(2) Planning that involves two or more divisions. 

(3) Planning identified as needed, but requiring time the operating 
units could not spend. 

(4) Planning that would point to ways the Department could be 
strengthened. 

(5) Planning which would serve to enhance and supplement the many 
short-range types of planning underway in other units. 
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3. Generate Alternative Solution Strategies: 

The next phase in the planning process is to synthesize elements in the 
problem to arrive at various solution strategies. Proposals from all 
levels of the educational system would be studied* Generalized strategies 
would be compared in terms of cost-effectiveness. 

(a) Coordinate Ideation: This is the step concerned with generating ideas 

for solution strategy. A task force may be selected to perform this 
function. Proposals from all divisions and levels of the educational 
system are stimulated by disseminating information from problem analysis. 

(b) Coordinate Preliminary Planning: Planning Unit staff would work with 

appropriate divisions in developing broad outlines of plans for alternative 
solutions. Estimates of personnel and resources would be submitted. The 
preliminary plans would provide decision-makers with alternatives, and 
estimated consequences of alternatives, for effective decision-making. 

The selected plan would also serve as a foundation for more comprehensive 
planning. 

4* Select Solution Strategy: 

The selection of the most feasible and effective strategy is made by the 
Executive Council on the basis of the data prepared by planners. 

(a) Screen Proposals : 

The Program Review Committee screens proposals to ensure that adequate 
• information and analysis has been provided on the alternative solutions. 

The Committee may request more information from those submitting the proposal, 
or submit alternative solutions to the Planning Council. 
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(b) Recommend Proposals for D^.velopment : 

Alternative proposals arc carefully considered by the Planning Unit, 
and recommendations submitted to the Executive Council. All proposals 
are submitted to the Executive Council for full consideration, with suggestions 
and recommendations of the Planning Unit. 

The Executive Council may also specify personnel from outside the 
Department to be utilized. Personnel from federal -or local education 
authorities, other state agencies, or a variety of related organizations 
could be selected. One member from the Planning Unit will be assigned to each 
task force. Timing for the initial stages of the task force will be 
specified. 

(c) Develop Detailed Plan: 

The assigned task force \jill be responsible for developing a detailed 
plan for implementation of the strategy. It will utilize appropriate 
systems techniques to provide a comprehensive plan. The Planning Unit will 
provide technical assistance to the Task Force in such areas as PERT, CPM, 
modeling and simulations, and forecasting. It will insure that the plan is 
detailed in both scope and depth. 

(d) Screen Detailed Plans* 

(e) Recommend Plans for Implementation. 

(f) Select Plans for Implementation. 

(g) Assign personnel to Task Force: 

These steps parallel the steps involved in screening and selecting 
solution strategies, except that now detailed plans are selected for 
imp lemen t a t ion . 

The Hanning Unit would tentatively identify personnel and resources 
to be utilized in Implementing the recommended plan. 
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(h) Select Proposals for Development; 

The final selection of proposals for development Is made by the 
Executive Council. The Council may accept, reject, combine, or modify 
proposals, or It may request additional analysis or Information on 
certain proposals. The Executive Council commits necessary resources and 
personnel to selected proposals and organizes for the development of a 
comprehensive plan. 

5, Develop Detailed Plan For Selected Strategy: 

Utilizing the tools of systems synthesis or systems engineering, detailed 
plans are developed for implementing the selected strategy. 

(a) Form Developmental Task Force: 

Department personnel are assigned to task forces by the Executive 
Council, as proposals are approved for development. 

6. Implement Plan: The "action" phase of planning is carried out by assigned 

task forces. Often a pilot program will be a first step to Implementation. 

Close interaction between the implementing task force and planners will insure 
effective translation of plans into action. 

7« Evaluate: 

This phase feeds lafonnatlon on strategy effectiveness back to the decision- 
makers and planners. Feedback is utilized to modify the strategy to Improve 
effectiveness of the plan. The Planning Unit Is delegated responsibility 
for modifications. All plans must provide for evaluation procedures, based on 
detailed objectives. 

8. Diffuse: 

This phase Is actually outside the scope of planning. It was Included to 

Indicate the operation of planning within a dynamic system. Successful strategies 

are disseminated throughout the educational system to provide better education 

for all. 
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F. Procedure For K val'.intJon 

It is Important to provide for period! ; evalunticn of tiic planninp. \jn!t, 
particularly in tiic initial phases of development. Tiic auLiior sugjerUs a panel, 
directed by tiie Superintendent, as tiic mctiiod for evaluation of the activities 
of the Planning Unit. The Deputy Super intendent will serve as Executive Secretary 
to the panel. The panel will be composed of executives and administrators of 
the DPI, local and federal education representatives, and planning specialists 
selected from business, research laboratories, and other state agencies. 

Various metliods arc employed to examine the effectiveness of a planning 
function. Plans produced by the Unit are evaluated on the extent of the problem 
analysis, the alternatives offered, and the comprehensiveness of the plan. 
Furthermore, the degree to which plans are implemented will serve as a measure of 
the effectiveness of the planning function. The organizational relationships 
and the planning strategy are themselves subject to evaluation and modification. 

All in all, the planning unit will be evaluated on the degree to which it carries 
out the functions and responsibilities delegated to planning. The evaluation must 
take into account the resources and personnel delegated to planning and the support 
provided by top leadership. 

The panel Is directed to evaluate all plans and services provided by the 
Planning Unit, It is directed to outline inadequacies of plans and services and 
to recommend improvements. In addition, inadequacies of personnel, resources, 
and management support are explored and adjustment made. Finally, the panel 
delineates additional services which the Unit could provide to state education. 

The evaluation activity is valuable in several respects. Firct, it provides 
valuable feedback on the workings of the Planning Unit, to improve its effectiveness 
and to insure that it is satisfying felt needs for planning at the various levels 
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of cJucation. Second, the cvalviation provides an opportunity for divisions 
of the ^^'^artment (who may resent having their programs evaluated by the 
Planning Unit) to do a ’*turn-about“ evaluation of the Unit.. In this evaluation, 
the divisions will focus on ways in which the Unit can do MORE to aid them. 

Fir lly, the evaluation panel is valuable since it brings together all groups 
related to the planning function and in this way serves as a valuable stimulus 
to better planning. 

The recommendation of the evaluation panel are submitted to the Executive 
Council where appropriate action is taken. 
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IX. PHASES FOR THE ESTABLISHMENT OF A PLANNING UNIT WITHIN THE DPI 



The sections just completed determine a planning unit to effectively provide 
continuous, coordinated and comprehensive planning for the DPI. This model will 
serve as a g oal which the DPI will work toward with all ^ ^ssible speed. Four 
stages ar«i suggested for the "phasing-ln” of the planning Unit. 

These stages were selected for their effectiveness in eliminating barriers 
to the development of a planning unit. Each of the four stages could be broken 
into smaller stages, or stages could be modified or combined at the discretion of 
the Superintendent. 

As the stages are implemented, a full evaluation must be made of the 
operations and accomplishments of each stage before proceeding to the next stage. 
On the basis of this evaluation, the Department determines whether to more fully 
develop the current phase or proceed to the next phase of planning. 

Barriers to establish a planning unit include: 

(1) Limited money available to planning. 

(2) Resistance of Department personnel to evaluation of their programs 
and procedures* 

(3) Resistance ^p£ Department personnel to a specialist, using unfamiliar 
methods and techniques. 

(4) Limitations of present data collection and analysis. 



f T ^ ^ ^ ^ J * 



of spcclaliat unfamiliar with Department operations. 



(6) Initial limitations of small unit (3 staff members) in handling full 
planning responsibilities. 

These are factors which must be reduced in implementing planning. The four 
proposed stages should minimize these and other barriers to planning. 
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Phase 1 

Functions ; The functions of Phase I are: 

(a) To hire a planning specialist as Director for Planning 
Services and introduce him to DPI operations . 

(b) Tn acquaint Department personnel with potentially useful 
advanced planning techniques. 

(c) To train personnel in specific techniques to aid planning. 

(d) To examine data collected by the Department and delineate 
areas where additional information on data analysis is required 
to support comprehensive and long-range planning. 

Personnel : The author strongly recommends as a first step in improving the DPI 

planning capability, the hiring of a specialist in educational planning. This step 
serves as an initial stimulus to the planning effort. In-service training of 
Department personnel for the position is time-consuming and resources spent on 
training are less effective than money spent on hiring one highly-qualified 
specialist. The Specialist guides the direction of the entire planning effort. 
Therefore, the Department must offer a salary high enough to attract and keep a 
competent, qualified person in this position. During the initial phase of 
development, the Specialist works in direct contact with the Superinttmdent. 

(See Figure XV.) 

Figure XV 
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This phase serves to n.inlmize the initial resistance to the Specialist and 
to provide the Specialist with an overall view of the planning needs. 

The in-service training of Department personnel directed by the Specialist 
has the dual value of improving the planning within the divisions and minimizing 
the resistance to the operations of the Planning Unit by familiarizing personnel 
with the advantages of its methods. Divisions are less likely to oppose innovation 
when it clearly presents advantages to them. 

The study of data and information supports for planning will pinpoint 
additional data and equipment needed to support planning. 

Structures ; The Planning Specialist will attend Administrative Council 
meetings. This is the main organizational relationship through which the Specialist 
will operate, directed by the Superintendent. Steps will be taken in this phase 
to develop the Information Systems Council as another organizational relationship 
for planning. 

Phase 2 ; 

Functions ; The functions of Phase II are: 

(a) To train two persons for the staff positions of the Planning 
Unit. 

(b) To establish improved data collection and processing procedures. 

(c) To generate long-range projections of needs and resources. 

(d) To engage in one oi: more limited planning projects to 
detennlne the effectiveness of the planning strategy 

(e) To assess needs and identify problem areas in the Department. 

Personnel ; Two persons are to be selected from within the DPI for their 

knowledge and skills In specified aspects of state education (See section on 
Professional Competencies of Planning Staff). The persons will be trained as 
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"Planning Associates". The persons will work ha^-time in their former position, 
and half-time in training directed by the planning specialist. Steps should be 
taken to hire new personnel for the former positions of the staff. 

Structures: The organizatinnal councils for planning, inclriing the 

Executive Council, Planning Council, Information Systems Council, and Task 
^jrces, will be utilized in the test projects. Thorough evaluation will be made 
of planning strategy to perfect the process. 

Phase 3 : 

Functions : The functions of Phase III are: 

(a) To establish a separate planning unit with three staff 
persons. 

(b) To utilize the modified planning procedure to provide 
comprehensive planning for high-priority problems. 

(c) To coordinate Department planning, evaluating information and 
communications patterns. 

Personnel ; In this phase, the Division of Planning Services becomes a reality 
with a staff of three specialists in planning. Phase 3 initiates a comprehensive 
planning mechanism into the DPI, with limited responsibilities. The Unit focusses 
on several high-priority problems while coordinating planning department-wide. 

The planning Unit will limit its role to coordinating Department planning and 
performing comprehensive analysis of specified problem areas. 

Structures : The organizational planning relationships and strategy xi7ill be 

fully utilized to Implement the planning process. 
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Phase 4 ; 

Phare 4 will be the full implementation of the planning Unit described 
above. In this phase, the Unit provides leadership in the development of 
planning capabilities to other levels in the educational system and to other 
agencies « It initiates contacts with all related organizations and mediates 
their needs and interests. It prepares detailed long-range plans for state 
education. This phase is an extension of Phase 3. Phase 3 establishes planning 
in the Department. In Phase 4, the Unit seirves to stimulate others toward better 
planning and coordination. 

The personnel, structures and procedures utilized in this phase are 
described in Section VIII, The Planning Unit. 
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SUMMARY AND RECO>LMENDATIONS 



The author, a recent University Graduate, was commissioned to make a 
ten-week study "to determine and establish a planning unit to provide the 
Department of Public Instruction with the capability for continuous, 
comprehensive, long-range and coordinated planning." The method of 
Investigation was an extensive reviev; of the literature on planning combined 
with a careful examination of the specific planning needs and operational 
relationships within the Department. 

Specific needs for improved planning within the Department Include: 

a. The need for training in planning tools such as systems analysis 
and CPM for Department personnel involved in planning. 

b. The need for evaluation and updating of existing programs of DPI. 

c. The need for a system to coordinate planning Department-wide. 

d. The need for ordered alternatives for decision-makers. 

e. The need for long-range projections and planning as a guideline 
for short-term efforts. 

The findings of the report are limited both by the author's lack of 
expertise in the fields of education planning and state level education and by the 
theoretical nature of the literature reviewed. Recommended planning structures and 
techniques have not been experimentally validated. The study was further 
limited by the ten-week time limit. 

Within these limitations, the author proposes the establishment of a 
separate planning unit in the DPI, .';o provide the Department with an effective 
‘‘planning capability. 
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The Planning Unit will be sne.cif ically designated responsibility for 
"continuous 
"comprehensive 
"coordinated 
"long-range 

planning. The Unit will not perform all planning, but rather will direct 
training for Department personnel to improve their planning techniques, establish 
improved patterns of conmmnlcatlon and coordination, and perform planning tasks 
as needed. 

It is necessary to determine the organizational structure of the planning 
Unit. It is proposed that the head of the Unit be entitled "Director of Planning 
Services," and staff members be "Planning Associates". The Unit Itself is to be 
in direct contact with the Superintendent, as in Figure II. 

The staff personnel will have specific expertise In planning, and 
responsibility for certain planning functions, as follows; 

Director of Planning ; 

" Coordinates the planning functions with other Department operations. 

" Provides liaison between state educational planning and planning in 
other agencies and other educational organizations. 

" Develops communications networks both Inside and outside the DPI. 

" Directs in-service training. 

* Directs long-range planning. 

Planning Associate I ; 

® Prepares legislation and the Implementation of laws which affect 
planning . 

" Perceives snd analyzes social, economic and political trends in 
relation to education. 
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* Performs cost-benefit analysis of alternative strategies* 

* Develops a PPDS for the DPI. 

® Assists and coordinates in applications for funds by both state and 
local levels of education. 

Planning Associate II ; 

* Perceives and analyzes environmental and program data. 

® Directs activities of needs assessment and priority ranking. 

® Prepares simulation models based on alternatives proposed. 

® Improves information collection, analysis and dissemination. 

The Planning Unit functions through a series of councils and committes: 

The Executive Council ; 

Directed by the Superintendent and composed of the Assistant Superintendents, 
the Director of Research and Pibllcatlons and the Director of Planning Services, 
this council makes decisions, by consensus, on plans proposed by the Unit. (See 
Figure V.) 

The present Administrative Council of the DPI is officially authorized as 
the Executive Council, to make final decisions on planning. 

The Planning Council ; 

Directed by the Superintendent and including all Assii t^nt Superintendents 
and Directors, the Planning Council eesrves to organize for the process of planning 
and evaluation and to coordinate planning. Final plans and recommendations are 
sent to the Executive Council. The present monthly meeting of the Administrative 
Council of the DPI will serve as the Planning Council (See Figure VII). 

Program Review Committee : 

Composed of several members of the deprrtment staff and including at least 
one member of the Planning Unit, the Program Review Committee develops and screens 
proposals prior to the Planning Council (See Figure VIII). 
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Task Forces ; 

Task Forces are specifically assigned to complete tasks for planning 
or the implementation of planning. They are composed of members with particular 
expertise in the specified area. 

Information Systems C o uncil : 

The Information Systems Council combines the talents of Department 
personnel involved in Information collection, analysis and dissemination, to focus 
on these areas to improve the planning capability. Members are the Director of 
Data Processing, the Director of Planning Services, the Research Systems Analyst, 
and Information Systems Representatives from all operating divisions. (See 
Figure IX) 

The Planning Unit will further assist LEA*s to develop their planning 
capability and to perform specified planning tasks. It will serve to coordinate 
between LEA's and research and related Institutions which contribute to education. 
The Unit will stimulate the state agencies to improVve their planning capability. 
Finally, the Unit will establish a citizen's committee to examine goals and 
guidelines fov the DPI and to make recommendations at specified intervals. 

For effective planning, the Planning Unit will establish a specified 
pattern or network by which planning problems will be perceived and analyzed and 
solutions will be implemented. A general planning strategy is Illustrated in 
Figure XIV. A full description of the strategy is included above. 

Finally, the planning Unit must establish procedures by wh^'ch its operations 
will be evaluated. The author recommends an evaluation panel, composed of all 
personnel related to the planning both within and outside the DPI. The 

purpose of the panel is both to evaluate past performance of the Unit in relation 
to the support provided it, and also to stimulate int<irest and cooperation in the 
planning effort. Recommendations of the panel are given to the Executive Council, 
where appropriate action is taken. 
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The author proposes that the DPI set as its objective for improved 
planning unit designed above. Realistically, the Department cannot establish such 
a unit immediately because of limitations of money available to planning. It 
is recommended that the department utilize four stages to **phase-in” an effective 
planning unit: 

a. Phase I : 

(1) Hire a planning specialist as Director for Planning Services and 
Introduce him to DPI operations. 

(2) Acquaint Pipartraent personnel with potentially useful planning 

techniques. 

(3) Train Department personnel in specified techniques to aid planning. 

(4) Examine data ccxlected and analyzed by the DPI and delineate areas 
where Improved analysis is required to support comprehensive and long-range planning 

b. Phase II : 

(1) Train two persons for the staff posit5.ons of the Planning Unit. 

(2) Establish Improved data collection and analysis. 

(3) Generate long-range projections of needs a..d resources. 

(4) Engage In one or more limited planning projects to determine the 
effectiveness of the planning strategys. 

(5) Assess needs and Identify problem areas. 

c. Phase III ; 

(1) Establish a separate planning unit with three staff persons. 

(2) Utilize the modified planning procedure to provide comprehensive 
planning for high-priority areas. 

(3) Coordinate Department pljinnlng, evaluating Information and 
communications patterns. 

d . Phase IV ; 

The full operation of the Planning Unit, providing leadership and 

directions to planning throughout the educational systeti. 
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The author recommends the *‘PhaGlnc~ln'* of a planning unit, to provide 
improved planning Department-wide, as a higher-priority goal for the DPI, 
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3. Wolvek, op cit., p. 8. 

4. Furse, opi. cit., p. 83. 

5. Ibid. , p. 86. 

6. Wolvek, op. cit., p. 9. 

7. Ibid, p. 34. 

8. Richards, Donald K. , "Initiation of Planning in the Utah State Education 

Agency," (Salt Lake City: Utah State Board of Education, 1968) p. 41. 

9. Wolvek, op cit., p. 36. 

10. Furse, op. cit., p. 27. 

11. Acknowledgement of Credit: Acknowledgement is made to Bemarr S. Burse 

for the main form of the council and committees. 



12. Furse, op. cit., p. 48. 



13. KcLure, William P., "Statewide Techniques for Survey and Analysis of 
Educational Needs," (Urbana, Illinois: College of Education, University of Illinois 

1968.) 



14. Eastmond, Jefferson N. , Developing an Operational Philosophy of Education 
(Butlingams, California, Operation PEP, 1968) 

O 

Benjamin S. Bloom et al. Taxonomy of Educational Objectives, Handbook I : 
Co^^nitive Domain (New York; David McKay Co., Inc., 1956) 

David R. Krathworl et al, Tavo aomy of Educational Objectives, Handbook II : 
Affective Domain (New York: Davi''-'. -cKay Co., Inc., 1956) 




ill 



O 

ERIC 



BIBLIOGRAPHY 






Baker and Schaeffer, "Making Staff Consulting More Effective". Harvard Businf. ss 
Review . Cambridge, Massachusetts, 1969. 

Battelle Memorial Institute Columbus Laboratories >, "Summary Report, Phase 1." 
Prepared for Ohio Department of Education. Columbus, 1968. 

Bobbe & Schaeffer. "Mastering Change: Breakthrough Pro.jects and Beyond." 

American Management Association Bulletins . 1968, 

Brooks, Richard D. "Comprehensive Planning in State Educational Agencies." 
liadison: Wisconsin Department of Public Instruction, 1968. 

Buchmiller, Archie. "Central Comprehenvise Educational Planning: A Role for 

State Educational Agencies," Madison: Wisconsin Department of Public 

Instruction, 1969. 

Bush, Dr. Donald 0. and Jones, Dr. Willard G. "Educational Development." Rocky 
Mountain Educational Laboratories, Inc,, 1969. 

Cook, Desmond L. , Programs Evaluation and Review Techni»"ues . U.S. Lcpartment of 
Health, Education and Welfare, Office of Education. Columbus, Ohio, 1966. 

Delaware Department of Public Instruction. "Annual Report 1.967-1968." Narrative 
Section. Dover: Delaware Department of Public Instruction, 1968. 

Delaware Department of Public Instruction. "Annual Report 1967-1963." Statistical 
Section. Dover: Delaware Department of Public Instruction. 1968.. 

Delaware Department of Public Instruction. 1959 School Laws of Delaware . Dover: 
Delaware Department of Public Instruction, 1969. 

Digest of Nevada School Facilities Planning . Reno: Laboratory of Research and 

Education Planning Center, 1968. 

Freedman, Stephevi A. and Swanson, James R. "A Model for Planning Education." 
Tallahassee: Florida Department of Education, 1969. 

Furse, Bemarr S. and Wright, Lyle 0. Comprehensive Planning in State Education 
Agencies: A Seven State Project . Salt Lake City: Utah State Board of 

Education, 1968. 

Cuba, Egon G. "A Model of Change for Instructional Development." (Paper for 
Educational Media Conference, Indiana University, 1968) National Institute 
for the Study of Educational Change, Bloomington, Indiana, 1968,, 

Hansen, Kenneth R. "Planning for Educational Change: A Statewide Approach." 

1968. 




iv 




International Institute, for Educational Planning* ^Educational Planning: 

An Inventory of Major Research Needs*** Paris: International Institute for 

Educational Planning, 1965* 

Kentucky Department of Education, Office of Curriculum Development. "Planning for 
In-S.rv’lce and Curriculum Development." Kentucky Department of Education, 1969, 

Laws of Delaware. "House Bill 438, Amendment 2." Laws of Delaware , Chapter 292, 
Volume 56, 1969. 

Mace, Myles L. "The President and Corporate Planning." Harvard Business Review . 
Cambridgej Massachusetts, Jan-Feb 1965. 

NDEA Institute for In-Service Training of Educational Planners. "Institute for 
State Educational Planners." National Conference on Educational Planners, 

1968. 

Perkins, Joseph A., Jr. PPBS and MIS , Their Role in Managing Education . 
Washington, D. C.: Piiat, Marwick Mitchell and Company. 

Ri^ppapcrt, Donald. "New Approaches in Public Sducation." American Institute of 
• CPA's, New York. 

Schaeffer. "Managing by Total Objectives." American Management Association 
Bulletin , 1964. 

Schaeffer. "Putting Action Into Planning." Harvard Business Review . Cambridge, 
Massachusetts, November-December 1967. 

Schaeffer. "Strategy fcr the Corporate Planner." 

State Commission on Public Education. "Citizens for the 21st Century." Presented 
to California State Board of Education, Sacramento, California, 1967. 

Vermont Department of Faucation. "Vermont Design for Education, " Vermont 
Department of Education, 1968. 

Watson, Coral Lee. "Proposal for Establishing a DPI Research Information Center." 
Dover: Delaware Department of Public Instruction, 1969. 

Wiisey, Carl. 'Program-Budgeting: An Easy Guide With the Confusion Removed." 

American School Board Journal, May 1969. 



v 



O 

ERIC 



